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CHAPTER I 
INTRODUCTION 
In the complex industrial structure of today1 with 
its expanding production facilities 1 increased diversifica-
tion of products and growing and more ingenious competition, 
many companies in the industrial products field find them-
selves faced with a problem in the proper distribution of 
their products - namely, how1 at a reasonable cost, to best 
reach the customer who can use their particular products with 
sufficient technical knowledge of product and applications. 
This problem is one of particular concern to the 
manufacturer of a large number of considerably diversified 
products and it is with this type of manufacturer that this 
study is largely involved.. The producer of a few like prod-
ucts1 even when highly technical, is likely to find that his 
choice of sales methods is rather limited. The producer of 
many diversified products, even when not as highly technical, 
must choose between several means of selling these products1 
each with its own advantages and disadvantages. 
Alternatives available to the last mentioned manu-
facturer were found to be: 
1) The use of Proo.uct Specialists to handle a single or 
limited group of products. 
2) The use of "Full L1ne 11 Salesmen who will handle all 
products. 
3) Some combination of l and 2. 
Apparent disagreement in policies between different manufactu-
rers on which alternative to adopt and the limited amount of 
written material available on the subject has led the writer 
to make this study. It -was felt that through evaluation of 
the experience of companies presently confronted with this 
problem some helpful recommendations might be developed to aid 
others in making their decisions in this matter. 
It should be pointed out at this time that no attempt 
has been made to cover more than the industrial products field, 
although this problem exists in. other fields as well. The 
primary interest and knowledge of the writer in the industrial 
products field plus a belief that the problem is suff1cientlf 
different in this field as compared, for instance, with the 
consumer products field led to the limitation in the study. 
Individual differences 1n products, organizations, 
personalities, markets covered, and other factors, make it ~­
·possible to set down any 11hard and fast" rules for manufactur-
ers to follow to obtain the one best way of distributing their 
products. It is, therefore, the aim of this analysis to ind1-
cate ways 1n which others have solved the problem and to show, 
where possible, situations in which certain solutions seem to 
5 
apply with the greatest satisfaction1 relating these to given 
industries 1 products 1 or market areas. 
The writer has ~ound no evidence of any exhaustive 
study on this particular problem having been made by other 
writers. Most textbooks examined cover this subject only 
fleet1ngly1 - recognizing the problem and warning that pitfalls 
do exist. Particular phases of the problem have been covered 
to some extent in magazine articles and reference will be made 
later 1n this thesis to these. 
Because of the decided limitation on the amount of 
printed material available on the use of Product Specialists 
as compared to selling through Full Line Salesmen1 most of the 
material presented in this study will come from answers to 
questionnaires sent to Sales Managers and Market Research Mana-
gers in a cross section of Industrial Products Manufacturers 
and from personal interviews with similar personnel 1n local 
manufacturing concerns. Contacts with members of the American 
Marketing Association have proved valuable 1n lining up inter-
views and 1n preparing lists for mailing of questionnaires. 
In questionnaires and in interviews 1 an attempt has 
been made to relate size of company1 number of products manu-
factured and their type (i.e. technical or non-technical) and 
the area covered by the distribution system of each1 with 
their methods of distribution and types of sales force employed 
t -o do the job. Changes of selling policies 1 methods 1 or 
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organization also were investigated to determine whether 
any definite pattern exists between all manufacturers or 
within industries. 
In all, out of one hundred and ten questionnaires 
sent out, sixty-six returns were received - of which about 
sixty were usable in some form. Difficulties encountered 
in interpreting replies due to insufficient explanation of 
answers or questions of terminology made it necessary to use 
many of these replies with a considerable amount of caution. 
It was found that most correspondents were unwilling or un-
able to give detailed information on costs, making difficult 
the task of comparing experiences 1n this field. However, 
it was possible to break the returns down by the industries 
to which the various companies belonged for an analysis of 
trends and practices established in the various industries. 
Likewise, it was possible to draw generalizations from the 
replies which serve as a basis for a numbe·r of the chapters 
in this thesis. 
The expressed desire on the part of a number of those 
returning questionnaires to avoid the use of their company's 
name 1n the thesis led to the decision to avoid reference to 
any of the companies by name. It was felt that very little 
was to be gained 1n using these names and the advantages of 
keeping in confidence the information furnished were consider-
able. 
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Because the questionnaire as originally designed 
was not effective in drawing the type of answer which would 
be of most benefit in the study and because several of the 
questions asked did not el1c1t the frank answer desired from 
the correspondents# the sequence of the questions was changed 
and several of the questions dropped after forty-six forms had 
been sent out. This change in sequence was designed to pro-
duce more closely related answers to a series of questions 
dealing with the nature of the product manufactured, the type 
of sales force employed and the geographical assignment of the 
salesmen selling it. 
Samples of both forms of questionnaire plus a copy 
of the transmittal letter will be found in the Appendix. 
Much valuable information was obtained 1n nine inter-
views with members of the writer's company and with colleagues 
1n the American Marketing Association, B0 ston Chapter. Some 
of the more detailed case material presented later was ob-
tained in such interviews. 
Limitations of personal interviews to the immediate 
locality might be considered as a drawback to any wide scale 
analysis, but factors of economy and time made 1t impractieai 
to conduct these on a nation-wide scale. ~uestionnaires 
were sent to a selected sample of manufacturers distributed 
throughout the country. It is doubtful if the geograPhical 
limits of the interviewing would affect the quality of the 
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study except insofar as any unusual methods of doing business 
locally might influence the sales methods employed. 
Less fruitful than either questionnaires or inter-
views were written requests to ten Industrial Trade Associa-
tions seeking further information on the topic. Without 
exception, the replies from these groups indicated that no 
studies had been made on this particular selling problem. 
Some were contemplating investigations but had not yet put 
the project into motion. 
To avoid later misunderstanding and misinterpreta-
tion of the terminology used 1 it 1s deemed wise to clarify 
certain titles used at this time. Except as otherwise noted 
in Chapter III, "Product Specialist" will refer to an indivi-
dual with full sales responsibility for one product or a limit-
ed group of products. "Product Engineer" or "Development 
Engineer" will refer to an individual who has no actual sell-
ing duties but who acts as a supporting organization to aid 
the salesman assigned to a given account on product details. 
"Full Line Salesman" or "Regular Salesman" will have reference 
to the salesman with sales responsibility for a complete line 
of products of one company - not merely the products of one 
factory or division. 
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CHAPTER II 
INDUSTRIAL DEVELOP:t.iENT AND THE EFFECTS ON SELLING METHODS 
To understand the complex sales organization 
found 1n many of today's large industrial concerns ohe must 
refer to the history of manufacturing in this country and 
throughout the world. It is f'ound that the development of 
selling methods has been closely rela ted t o t he growth of 
the manufacturing indust~ies with which they are af'filiated. 
A. Early Growth 
From the handicraft period pr1C~ . to the eighteenth 
century when the only salesman was the peddler with his pack 
containing his limtted of'ferings is a long step to the spec-
ialized selling of today. With the advent of the factory 
system in the early nineteenth century, a more direct relation-
ship is found. Early concentration on product s for home con-
sumption gave way 1n the period around 1840 to 1860 - which 
saw the expansion of the railroads and the invention of the 
steam engine - to the manufacture of tools and machinery. 
In the words of Messrs.Petersen and Plowman, "1he 
Industr.i•al Revolution resulted 1n improved methods of pro-
10 
duction and an increase in the amount of goods available to 
consumers. At the same time 1 it stimulated the demand for 
raw materials in greater quantity and variety. New markets 
for the products of industry and new sources of supply of 
raw materials depended upon better transportation facilities. 
As railroads supplanted horse-drawn vehicles on land 1 and 
steamships outmoded sailing vessels in seagoing traffic 1 the 
influence of expanding markets transformed small-scale indus-
try into large-sacle undertakings." 
"In the United States •••• the corporate form of 
business has been the answer •••• it has produced new and com-
plicated problems of organization and management."* 
Bernard Lester characterizes the growth of manu-
facturing concerns in this period is taking place in the 
following three ways: 
"1) Concentrically - by growth within itself through an 
increase in quantity, size or variety of products. 
2) Horizontally - by consolidation of manufacturers 
with complimentary products. 
3) Vertically - by the taking over of raw material 
sources . or distribution outlets."** 
From these developments can be traced the growth of 
the distribution methods which are familiar today. 
~~ p.24 
**3:, p.4-5 
Expanding 
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industries came gradually to require better outlets for their 
proo.uction - a requirement slow in growth due to the relatively 
insatiable demand for goods not heretofore available to the 
consuming public. 
In the 1930's particularly came a tremendous growth 
and concentration of management along the vertical form of 
development. With this growth came a unification of manage-
ment all along the line - from purchase of raw materials to 
delivery of the finished product. According to R.H.Moulton, 
"this was also the era which really developed the specialist 
and market management became more and more a matter of built-
.* in specialization."'' This trend seemed to Mr.Moulton to be 
not so much an outgrowth of the depression era as it was "a 
belief in the eventual return of comparative prosperity and 
a substantial continuation of old business relationships." 
In other words, this development was more of a normal growth 
in industry and in marketing, reacting perhaps to the growing 
technical needs of industry, the increased competition in many 
lines and the compulsions of an inventive and progressive 
machine age rather than to the temporary economic atmosphere 
in which it nurtured itself. 
This growth of business can be traced even further into 
the post World War II era. After the post war demands were 
met and sales organizations were forced once again to really 
sell their products, numerous factors required the revamping 
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of old selling methods, the discovery of new and improved 
methods of reaching the customer- and generally greater concen-
tration of selling effort to move products which large plant 
capacities and mass production methods turned out at ever 
accelerating rates. Many large companies found themselves 
faced with competitors who, by concentrating on a few restricted 
products and operating on a close margin of profit threatened 
to take over the favorable position formerly occupied by a few 
large c anpanie s. 
B. Development of Industrial Product Selling 
Inasmuch as the primary interest in this paper is 
in the field of industrial products and especially those of 
a technical nature, the effect of the changes noted above on 
these products should be noted here. 
First demands for industrial products after the 
commencement of the Industrial Revolution were small. But 
" ·· 
as the use of complex machinery and mass production methods 
became more established, the production and sale of industrial 
products became of increasing importance in the world economy. 
Because nearly all industrial products manufacturers, until 
well into the twentieth century, produced only a relatively 
few non-technical items, it may be assumed that sales methods 
were simple. With the rise . of mass production methods 1 the 
integration of industries and individual compahies 1 and the 
growth of more determined and ingenious compe ti tion 1 means 'of 
making the selling organization more effective became a real 
problem. 
In writing of the problema of selling1 J.H.Frederick 
lists four types of salesmen usually employed in marketing 
the different varieties of industrial products. 
li'irst is the Sales Engineer whom he indicates often 
acts as a consulting engineer. This salesman usually handles 
a single product or line of products or specializes in certain 
industries; that is 1 he serves a vertical market with vertical 
products. It might be noted that this in general conforms to 
the individual referred to in the introduction to the thesis 
as a "Product Specialist." 
The second industrial sales type referred to by Mr. 
Frederick is the General Technical Salesman who has selling 
and engineering ability and usually sella an extensive line 
of goods. That is 1 he 'serves a horizontal market with hori-
zontal products. This is the"Full Line Salesman" referred 
to in the introduction. 
Third is the Non-Technical Salesman who handles 
simple products purchased in a routine manner. 
The fourth and final type is the Missionary Sales-
man who does an educational job rather than selling. He may 
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* be of either the first, second, or third type. 
Bernard Lester in discussing marketing problems of 
a machinery manufacturer suggests four principles to be con-
sidered in the assignment of salesmen which indicate some 
of the complexities involved. 
First, he indicates that it is highly desirable 
that a salesman sell only one particular class of machinery 
or equipment. By so doing he can become an expert in all 
phases and details of that product. 
Secondly, he suggests that it is highly desirable 
that a salesman serve only customers in a certain industry 
group. Under this arrangement the salesman would be better 
able to understand the customers business and problems. 
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Third, he finds that it would be · .. desirable for only 
one salesman to be responsible for relationships of a machinery 
builder with a customer. This tends to fix responsibility and 
cuts "bu~k passing." In addition, the customer might object 
to being visited by more than one salesman from a given company. 
Fourth, Mr. Lester brings out the point that economi-
cal sales operation requires that one salesman, if possible, 
have a limited geographical territory. The object here is 
to allow for frequent calls on individual customers and limit 
expense of traveling.** 
Obviously, all of these principles could not be met 
*2, p.9'7 
*3, pp.l74-180 
at the same t1me 1 indicating the need for compromise. 
Mr. Lester has the following solutions to suggest: 
1) Assign a limited territory for sale by individual 
salesmen of all products, using special engineering 
assistance if necessary. 
2) Assign salesmen on an industry basis to handle 
special large customers in ·a larger territory. 
3) If company's products are widely diversified, 
assign a salesman for a given product or products 
* (i.e; as a ~oducts Specialist). 
As will be discussed further, later in this paper, 
these compromises suggested by Mr. Lester comprise only a 
few of the many possible solutions available to the manu-
facturer. Companies with diverse and extended lines of pro-
ducts may utilize two or more of these combinations of selling 
methods for assigning sales forces for their products. Occas-
' ionally some unique feature in a company's products or in its 
management set-up will dictate a method that does not conform 
with any of the suggested methods. In general, however, 
some resemblance will be found between Mr.Lester's solutions 
to the selling problem and selling methods in use throughout 
industry. 
*3, pp.l74-180 
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c. Recent Trends in the Use of Product Specialists 
Although it would be difficult to say that any 
very definite trends have developed toward more widespread 
use of Product Specialists, there would seem to be some 
movement in this direction. Some writers have noted a 
trend toward decentralization of industry and associate with 
it the use of specialists. Mr.John Allen Murphy in an 
article in Sales Management Magazine, for instance, indicates 
the tendency toward breaking up companies into industry 
departments as a part of this decentralizing process. He 
points out the accompanying phenomenon of the increase of 
* specialists to handle special products. 
Analysis of special phases of the selling problem 
as they relate to the type of selling forces utilized by 
various companies and industries, the policies which dic-
tate the type of organization, and the background upon which 
these policies are founded should help to better picture the 
problems involved and indicate the importance of specialty 
selling as compared to full line selling in the industry of 
today. 
*7,pp.80-88 
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CHAPTER III 
SALES ·ORGANIZATION OF AN ElECTRICAL EQUIPMENT MANUFACTURER 
In order to establish a good basis for comparing the 
practices of the various companies and industries in which the 
problem of whether to utilize product specialization or to sell 
through a full line sales force exists, it has seemed best to 
first present a rather complete history of the sales organiz-
ation and policies of one company with which the writer is 
familiar and then to proceed to references to other companies 
on special phases of the problem. It might first be pointed 
out that this company carinot be regarded as a standard against 
which marketing practices of other companies may be judged, 
primarily because each company and industry will have its own 
peeulia.rproblems born of the specialized prodncts, the type of 
customers, the personalities within customer organizations 
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and even the localities in which these companies operate. Like-
wise, this particular company, although long established, is 
still 1n a formative stage w~th certain of 1ts sa1es procedures, 
hence cannot be regarded as an historical model for others. 
A. Early Sales Organization 
The subject company, engaged .in the manufacture of 
electrical apparatus for industry as well as electrical 
appliances for the consumer, operates a large number of plants 
situated throughout the country. Its apparatus divisions 
market their diverse products through eight sales districts 
in the United States - each district 1n turn subdivided into 
Branch and Field offices. As presently operating, sales of 
most products are made through Full Line Salesmen, all tech-
nically trained and backed up by a force of service engineers 
trained in technical application and service problems, and 
by non-selling specialists who are specially trained in cer-
tain highly technical products. In addition, certain products 
are sold direct to all customers by Product Specialists who 
have sole responsibility for the sale of particular products. 
In a case study of this company some years ago, 
Harry F. Tosdal of the Harvard Business School traced the 
growth of its selling operations. Historically, according to 
Mr. Tosdal,sales policies of the subject company have gone 
through several phases. In 1919, when the company was rela-
tively new, salesmen were assigned on a territorial basis, with 
but one or a small group of products handled by each man. At 
this time, the company management felt that customers served 
by the sales force were unfamiliar with the products offered 
and needed the special attention that could best be given to 
them by the Product Specialist. With products of the company 
becoming more familiar and better distributed, a trend on the 
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part of individual salesmen to specialize on better known 
industries was observed.· About 1925 this change in emphasis 
was formalized with the setting up of sales assignments on 
an industry basis. Here again a tendency on the part of the 
salesmen to neglect certain products led to the adoption of 
Staff Specialists# whose responsibilities were as field repre-
sentatives to the Operating Divisions. Among their duties 
were: 
1) Promotion of sales of certain l~es of apparatus; 
i.e. lighting, porcelain, switchboards, meters, 
insulation and line material. 
2-l Cooperation with all salesmen. 
3) Be technical experts in particular line 'of products 
handled. 
4) Know competition, market, and customers and give 
technical aid to salesmen. 
5) Act as field representative for Headquarters to 
recommend product changes and inform on customer 
requirements. 
In 1938, t he Staff Specialists were replaced br 
Product Specialists#· who reported to the district sales organi-
zation instead of directlr to a Headquarters division sales 
organization • Except for this change, the Product Specialists 
#Same as referred to in Chapter I as "Product Engineers." 
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operated in the same way as the Staff Specialists - as a 
* non-selling supporting organize. tion. . 
· Under this program# which .was in ope rat ion until 1949, 
the regular Full-Line Salesmen were completely responsible 
for customer contact and relationships# being each assigned 
a definite territory or, in the larger cities, specific 
customers. These salesmen were assigned to five sales 
departments organized on an industry basis. Under this plan, 
some salesmen, representing the Central Station Department -
later known as the Electric Utility Department - called only 
on customers engaged in the generation, transmission, and dis-
21 
tribution of electric power. Others, reporting to the Trans- . 
portation Department, sold only to ' railroads, municipal tran-
sit systems, and builders of equipment for this industry. 
Ma~ine and Aviation Department salesmen contacted ship builde~s 
and operating companies, aviation equipment builders and air-
lines, including Navy, Army, and Air Force installations. Agency 
Department salesmen contacted distributors handling company 
products. Finally, salesmen representing the Industrial De-
partment handled all other customer classifications such as 
all types of machinery manufacturers and such user customers 
as textile manufacturers, leather goods producers, etc. 
In rural areas, and other less populated districts, 
·~,pp.553 ff. 
salesmen were assigned on a straight territorial basis, con-
tacting customers for all Industry Departments in the terri-
tory. In areas of more concentrated industry, territories 
of salesmen of one Industry Sales Departm~nt overlapped with 
those handling customers in a different Industry Department. 
B. Effect of Technical Products on Selling Methods 
While these salesmen were all graduates of technical 
schools and while all were subjected to an intensive in-company 
program lasting usually several years before they actually were 
given customer assignments, the very diversity of the line they 
were required to handle, the large number of pro4ucts, the many 
applications involved with their many customers, and the tech-
nical aspects of many products made it very difficult for one 
man to do a complete and thorough job of selling. 
Product Specialists were thus employed to give aid 
to salesmen and their customers on certain products. Such 
products as integral horsepower motors and industrial control 
products were of relatively standard application with all 
customers. Transformers and distribution equipment used by 
the electric utility customers likewise were usually considered 
products that the full-line salesmen could handle adequately 
without further help. But products such as welding machines 
and electrodes, micarta products, lighting products, switch-
gear, steam turbines, and their accessories, and electronic 
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equipment~ to name a few, had their own unique problems 
which made necessary the employment of these Product Special-
ists. 
Welding products~ for instance, were sold to small 
firms - often using a garage· or shed as their factories . -
places where the ordinary salesmen would seldom hav~ cau§e to go. 
Likewise, in larger companies~ they were sold to specialized· ~ 
purchasing personnel~ who handled only this one product, or 
they were purchased by the welding foreman himself - all 
individuals whom the salesman might never have cause to contact 
in his calls for the more routine sale of motors and control. 
Technical applications of certain welding machines or equip-
ment were also out of the usual realm of knowledge of the sales-
men. 
With Micarta, a very hard, durable, phenolic resin 
product used for varying applica.tions in many industries, 
knowledge of the produc~s characteristics~ its potential appli-
cations~ and the capabilities of the production £acilit1es~ 
for instance, made the use of a specialist of particular impor-
tance. Further, this product does not tie in with the tech-
nical characteristics of electrical ~pparatus being sold by 
the full-line salesman, or with his technical background. 
With electronic products, the novelty of the product 
itself, the rapidly increasing market, the highly technical 
applications found, in particular, in many products for the 
military requirmthe special knowledge of a Product Specialist. 
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c. Current Selling Organization 
In 1949~ as the result of management and organiza-
tional studies by a consulting group1 the Product Specialist 
Plan was again considerably revised. It was felt to be 
imperative that certain of .the operating divisions~ which were 
now organized ,. on a much more autonomous basis than previously 1 
should have a more direct and responsible sales organization 
than was possible under the 1938 plan. Accordingly1 the 
Welding 1 Micarta, Electronics and the Small Motor Divisions 
each assigned men (usually the same men assigned previously 
as Product Specialists) in the districts who were made direct-
ly responsible for sales of that division's products to all 
customers - with certain exceptions made nec·essary by local 
situations or for particular types of customers. These men 
were placed on division payrolls and received direction from 
Division Headquarters with the exception of nominal super-
vision from district management in matters of conduct and coop-
eration with district personnel. 
Under this plan of action~ division management was 
able to keep much closer control on the sale of its products 
than was possible formerly through directing the effort of 
these men - who were called Product .Application Engineers# -
to particular customers or markets by assignment of sales 
#Same as referred to in Chapter I as "Product Specialists." 
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quotas and by control of the payroll. Formerly, operating 
divisions had contributed to the districts a prescribed per-
cent of the district expenses with the expectation of getting 
a fair return in sales effort expended by Full Line Sales-
men on the division's products. In addition, they had been 
supporting non-selling product specialists as described above. 
There was no guarantee of the return they would get in sales 
- . 
or in the amount of effort tobe expended on their products, 
since no sure way had been found to assure the salesmen giv-
ing a proportionate amount of time to each division's pro-
ducts. As .previously no~ed, tendencies to concentrate on 
particular products and particular industries had been the 
cause of sales departmenta reorganizations previous to this 
change. 
As far as measuring results of the new direct sell-
ing methods of these few divisions as compared to results 
under the old method, no sure scientific method has been 
developed to give a definite answer. In the opinion of divi-
sion managers, the definite gains in dollar volume in the 
three years since the system's inception cannot be attributed 
entirely to inflationary patterns or to increase in the market 
for their products _ but must be credited at least in part to 
the selling methods involved. Certainly in terms of general 
satisfaction on the part of division managers the change would 
appear to be a good one. 
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D. Plans for Future Changes 
No conclusions should be drawn that the change in 
&hese four Product Divisions is the forerunner of a general 
trend for all company products. No plans, to the writer's 
knowledge, are in prospect of extending the use of the Product 
Application Engineer to all products and divisions. In the 
discussion of the Proa_uct Specialist in this company, it was 
pointed out that most products of a standard nature were well 
handled by the Full Line Salesmen and that no thought was 
given to changing the selling policies and methods for them. 
This still holds true. Only because the characteristics of 
these four products are of such specialized nature, of such 
specialized application, and needful of a degree of attention 
greater than can be adequately given by the regular salesmen 
have they been subjected to such sales methods. Some addi-
tional change-over to product selling may be in prospect but 
certainly no widespread move is contemplated or desirable. 
Because of the variety of products manufactured by 
this company, this diversity in the method of getting them to 
the consumer would appear necessary, As a matter of fact, 
in addition to Product Application Engineers and Full-Line 
SalJ smen, the company still utilizes non-selling Product 
Specialists for lighting, safety switches, and industrial heat-
ing. Whether these products will be turned over eventually 
to Product Application Engineers is questionable. The char-
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acteristics of these products are not as specialized as 
micarta., welding., or · .~lectronics 1 nor are they purchased usual-
ly 1n as large quantities as are small motors. Yet they re-
quire specialized attention beyond that which the Full-Line 
Salesmen can or will give. Whether it would be of real ad-
vantage to these divisions to make use of Product Application 
Engineers is probably a matter of personal preference and 
the present satisfactory volume of sales under the product 
specialist plan would seemingly preclude any immediate change. 
E. Summary 
In summary., this company has chosen to turn to a 
direct selling organization for certain specialty products 
after a history of using specialists as a supporting organi-
zation only for a full line sales force. In general., the 
technical nature of such products as electronics., micarta., 
and welding., their unusual and technical applications., the 
character of their competition., and the specialized purchasing 
functions often associated with them were the principal moti-
vating factors for turning to Product Application Engineers. 
Likewise., with such a product as small motors., a more or less 
standard item., the large volume purchasing by certain machinery 
manufacturers and the concentration of business in a few high-
ly industrialized areas were influential in the change to 
selling through Product Application Engineers. 
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The large number and diversity of products in 
this company have thus laid the groundwork for the develop-
ment of a diverse selling organization. 
~ 
Investigation of certain phases of the selling poli-
cies and methods of other industrial products manufacturers 
in this and other industries and a comparison with those ·used 
by the above company should aid in a further understanding 
of the motives and problema involved in the sale of industrial 
products. 
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CHAPTER IV 
SELLING EXPERIENCE IN OTHER INDUSTRIES 
Investigation of sales operations of other com-
panies, including those handling competing and non-competing 
products of the company discussed in Chapter II reveals wide 
differences. There would appear to be almost as many methods 
of selling as there are companies although actually the real 
difference is in the degree to which several opposing trends 
have developed in these various companies. 
A review of data collected in questionnaires re-
ceived from sixty companies in twenty-three industries through-
out the country revealed the following information on selling 
methods. 
About one-third of all the companies manufacture 
products in two or more classifications - highly technical, 
technical, and non-technical. In general, these are the 
same companies employing a diverse type of selling organiza-
tion - utilizing both Full Line Salesmen and Product Special-
ists whose sales responsibilities extend to one product or 
a limited group of like products. Likewise, sales assign-
ments in this one-third are multiple in type - with some 
combination of area, industry and specific customer assign-
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menta being utilized in the majority of them. 
In the remaining companies, which in general are 
smaller in size and in number of products, thirty-nine per 
cent concentrate on highly technical products requiring either 
the use of Product Specialists or some sort of product engin-
eering group as support for the Full Line Salesmen. The 
final sixty-one per cent sell products of a technical nature 
which can be adequately handled by a Full Line Salesmen with 
an engineering degree. 
These remaining firms utilize about sixty-six per 
cent Full Line Salesmen and thirty-four per cent Product 
Specialists who sell primarily on an area assignment basis. 
A. Chemical Industry 
In the Chemical Industry it is found that out of 
twelve companies who returned questionnaires or in which 
i n terviews were carried out, three use specialists exclusive-
ly for selling limited groups of products. Each of these 
companies may be classed as small in size as measured by 
number of employees and presumably also in the number and 
diversity of products handled. Of these three, it is of 
interest to note, two are contemplating changes to utilize 
Full Line Salesmen with engineering assistance from head-
quarters divisions. Savings in selling costs seem to be 
the most frequent reason encountered. 
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Another three of these twelve chemical manufacturers 
II 
also small in size, utilize only Full Line Salesmen for direct 
distribution of their products. The remaining six reporting 
companies make use of two and 1n some cases, three classifi-
cations of seJ.ling force. Company "A" for instance 11 with 
8 11 000 different products and 20,000 employees, uses Full. Line 
Salesmen for certain products, Specialists handling all or a 
group of the products of one product division 11 and Specialists 
for individual specific products requiring special technical 
knowledge. Company "B" with 1200 employees and 30 Full Line 
Salesmen and Specialists markets Industrial and Specialty 
Chemicals in a national market. In the selling force some 
men act as both Full Line Salesmen and Product Specialists 
depending on the application involved or the industry served. 
Full Line Salesmen are usually on a territorial basis and may 
be assisted by technical sales development men in introducing 
new products or on special applications. To avoid customer 
antagonism, it is considered desirable to limit the number of 
men calling on a given customer. A trend toward the use of 
Full Line Salesmen and away from Specialists has been noted 
in the sale of such products as Organic Chemicals and Phos-
phates, due primarily to the desire to group the sales of 
similar products with similar applications with one salesmen 
or group of salesmen. 
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Company "c", likewise _ in the Chemical Industry, 
distributes some 900 chemical s pecialties on a national basis 
through 125 Specialists reporting to eleven product divisions. 
Unlike Company "B" this company employs Specialists almost 
exclusively. The technical characteristics of their products 
plus the wide dispersal of products among the. various product 
divisions would seem to require a large degree of specialized 
knowledge not easily developed in a full line sales force. The 
alternative to using Full Line Men backed by a specialized 
service group has been considered here and some trend toward 
the use of Full Line Salesmen has started. 
B. Steel Industry 
In the Steel Producing and Assembling Industry, only 
three out of nine reporting companies make use of Full Line 
Salesmen. One of these, of small to medium si~e, indicates 
that the wide variety of products handled limits the feasi-
bility of single product selling - a statement seemingly in 
direct opposition to the usual reasoning on this subject. 
Company "D", in the Steel Industry, a large manufacturer of 
structural steel, wire and wire products, finds that the ex-
pense of single line selling is prohibitive and uses instead 
Full Line Salesmen with territorial assignments. On develop-
mental work and special problem applications he is expected 
to call in a Specialist who is assigned on a product or indus-
try basis. Full responsibility for all customers in his 
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territory is given the Full Line Salesman and it is his job 
to see that Specialists are called in whenever necessary. 
Company "E", manufacturer of high speed steals, 
tool and die steels and high temperature alloys changed to 
full line selling five years ago but finding it more costly 
when compared to sales volume (although not in absolute costs) 
has now come back to using Specialists. Simplified tr~ning 
of Specialists was another factor in this change. Admin is-
trative problems - particularly those involving coordination 
within the sales organization - were found to be more diffi-
cult under the specialty plan of selling, but by no means 
insurmountable. 
All of the seven remaining firms 1n this industry 
use a combination sales force, selling some highly technical 
products through Product Specialists and more standard items 
through Full Line Salesmen. Some use Specialists with res-
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ponsibility for but one product, others utilize them for groups 
of similar products from the same plant, or operating division. 
c. Electrical Industry 
In the Electrical Industry, a preponderance of small 
competing firms dealing in one or more closely related lines, 
often fairly standardized, would probably explain the great 
proportion of the reporting companies who indicate the use of 
Full Line Salesmen solely. Five out of six companies 
returning questionnaires 1n this industry used this type of 
sales force entirely. Only one indicated the use of Product 
Specialists - and not Full Line Salesmen~-and this one was 
a company manufacturing specialized equipment for the aircraft 
industry plus only a few other products of general application 
1n other industries. Company "F"~ one of the largest in the 
industry along with the writer~ own company~ is known to use 
both Specialists and Full Line Men for the same reasons set 
forth in Chapter II. 
D. Paper Industry 
The separate and distinct end uses of various paper 
products manufactured tends to force the company manufactur-
ing any but the narrowest line of products into specialty 
selling - utilizing both Product and Industry Specialists. 
Dertain products~ such as insulating boards which are sold 
to the building trade and "book paper" which is sold to the 
printing and publishing industry~ are by their very nature 
limited to use in one industry. Because the products them-
selves are of technical nature and because their application 
is so specialized~ full line selling does not usually play 
an important part. 
All of the three companies reporting in the paper 
industry make use of only Specialists - 1n each case handl-
ing a limited line of products for sale to a limited group 
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of customers in a given area. Company "G~ for instance, 
manufactUres paper products in seven product divisions -
including 1) writing paper, 2)paper towels, 3) shoe bind-
ings, 4) a special type of piping, 5) pulp, 6) chemicals, 
and 7) insulating material. All are sold on a national 
scale. Of these, #5 and #7 are considered highly technical 
products, requiring specially trained salesmen (or Product 
Specialists); #1, #3 and #4 are considered somewhat less 
technical and the other two items are considered non-tech-
nical. Because each product division has its own sales 
i'orce, even those handling non-technical items are considered 
Product Specialists for the purposes of this report. 
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Company "H" manufactures printing and writing papers, 
. wall paper, sanitary waddings, packaging materials and insula-
tion. Again the grouping of products and . the types of 
companies purchasing such products determines the assignment 
of Product Specialists. This company makes use oi' a Sales 
Development Division for highly technical products and a less 
specialized sales force in each division who are also backed 
up by Product Sales Engineers on special technical problems 
beyond the ability of Regular Salesmen. Because of the 
limited number of customers in the Mountain and Pacific States, 
definite consideration is being given by this company to the 
adoption of Full Line Men for all company products in that 
area. Definite economic advantages are expected but tech-
nical problems of product app~ications have so far halted any 
definite move. 
E. Plastics Industry 
In the Plastics Industry~ two of three companies 
represented use Full Line Salesmen and the third makes use of 
Full tine Men in rural areas and Specialists where the market 
' ' . . . ~ 
is more concentrated. The latter company designated as 
Company "I" is a small firm handling three products - Vinyl 
Film~ Vinyl Sheeting and Polyvinylidens Chloride Filament 
Yarn. It makes some use of development men to help out the 
Full Line Salesmen in introducing new products. This com-
pany reports a trend toward using more Full Line Salesmen 
with the expectation of getting better coverage for their 
products at less expense. Here the products are not con-
sidered of such a highly technical nature as to prohibit 
their sale by Full Line Men. It is found that the small 
number of products manufactured make it easier to use one 
sales force for all. 
F. Other Industries 
At Company "K", a manufacturer of Industrial Instru-
menta for measuring and controlling flow, temperature, and 
humidity of gases and liquids, preference is given to the 
use of Full Line Men supported by Product Engineers assigned 
to industry and product divisions at the Headquarters location. 
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Although the products are technical and require trained 
mechanical;. chemical and electrical engineers in the sales 
force, it is felt that customer preference and general economy 
of manpower make this sales method the most feasible. It 
is felt that customers wish to have one man representing the 
manufacturer upon whom he can put all responsibility and 
direct all questions. In special situations help from Head-
quarter specialists is readily available and believed to be 
as satisfactory as using Product Specialists for customer 
contact. 
From the economy standpoint, the view held there is 
that the savings in travel expense in having but one man regu-
larly traveling in a given territory is high as compared to 
having several duplicating trips in the same area by Product 
Specialists. 
In Company "K" four territorial divisions have dir-
ect control of a total of eighty salesmen on a nation-wide 
basis. Ten industry sales divisions and four product divi-
sions act in staff capacities directing the effort of the 
two groups of specialists and with responsibility for results 
obtained on a product-wiae and industry-wide basis. 
Questionnaire returns from other industries have not 
been of such quality or volume as to warrant special refer-
ence. A more general tendency was found among those report-
ing in such industries as the Materials Handling Equipment 
Industry, the Metallic Products Indust~ie s , the Food ~achinery 
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Industry, the Publishing and Printing Industry and others 
toward full line selling. If these returns are, indeed, 
indicative of anything it is probably that many of these 
industries serve a more limited market, hence, their appli-
cation problems may be less. Thus, specialists would not 
be in as great demand. 
It 'is difficult to generalize about general indus-
try procedures with respect to this problem of ·the adapta-
bility of Product Specialists and Full Line Salesmen. Other 
industries reporting in addition to those referred to above 
seem to have equally , diverse methods and for basically the 
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same reasons. Many, 1n expanding and growing, have found that 
new products and new application of their products do not fit 
in with their old selling policies .. and procedures. The 
vertical growth experienced by many companies has resulted in 
a product line of considerable diversity requiring, in some 
cases, the setting up of new product divisions often with their 
own sales forces. Thus, it is not unusual to find companies 
with a large number of product divisions and as many separate 
and distinct sales organizations. Some have shown a tendency 
to consolidate their selling efforts, largely for reasons of 
economy but also to keep step with competition, to bring great-
er customer satisfaction and for other reasons. In making 
these consolidations, the change has not necessarily been 
toward adoption of a simple full line selling organization 
but has often been toward the utilization of non-selling 
technical service and development groups acting in coordina-
tion with Full Line Men on an industry or territorial assign-
ment basis. 
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CHAPTER V 
FACTOR OF COST IN DETERMINING SELLING POLICIES 
One of the most important factors in choosing the 
type of .sales organization and perhaps the one on which the 
least information is available is the matter of selling 
expense. With particular emphasis being placed on the analy-
sis of and cutting of costs in distribution during the curr-
ent inflationary era, this problem becomes the more acute. 
Whether it is less expensive to use Product Specialists or 
Full Line Salesmen is the question which many companies 
have faced and are facing today. 
A. Spreading Costs in Full Line Selling 
In full line selling the salesman can, in one call 
on a customer, discuss a number of different products, de-
pending on the customer's particular needs at the time. With 
an extensive line of products, the possibilities of selling 
at least one item during a given call · are reasonably good. 
Thus, with full line selling, a lower sales expense ratio for 
each call on a customer may be expected. 
In being able to discuss and sell an extensive line 
of products, the salesman's expense for each product is mini-
mized. Instead of charging the full cost of a call to one 
~0 
product or group of products as would be necessary with the 
product specialist, this amount may be divided among the 
number of products handled by the salesman or, as is done in 
some companies, into the number of products discussed dur-
ing a given call or by any other prearranged plan of alloca-
tion. It may be decided, for instance, that Product Divi-
sion "A" should bear twenty percent of the cost of putting 
a Full Line Salesman on the road, while Product Division "B" 
should bear fifteen percent and Product Division "c", be-
cause of its high profit ratio or because it is a bigger 
volume item than "B" or "A" should bear sixty-five percent -
assuming three major product divisions representing any 
number of individual products. 
A Product Specialist on the other hand, it is 
believed by many companies, may have a high per-call cost 
ratio,but due to the large size orders which he may often be 
able to extract from his customers when his calls are produc-
tive, his cost ratio-per-order may be lower than that of the 
Full Line Salesman. Conversely, the Full Line Man because 
he does have an extensive line to sell will spend less time 
per product with each customer and will presumably achieve 
less volume on each product. Although this has not been the 
experience in all industries (and may in part account for 
the failure of these industries to make wider use of Pro-
duct Specialists) it has been cited as a fact by many of the 
companies reporting for this study. 
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B. Consideration of Cost Ratios 
Basically, it is not the cost-per-order or the 
cost-per-call nor even the total selling cost for a given 
Full Line Salesman or Product Specialist which is the final 
and most important consideration in judging their worth. 
It is the ratio of selling expense to total sales volume 
which must be watched and evaluated. Achievement of a very 
low expense figure is of no particular value if sales volume 
is likewise low. Likewise, it is of no benefit to a com-
pany to have salesmen bringing in orders worth millions of 
dollars if their expenses are disproportionately high. In -
the final analysis, the amount of profit realized must be 
the dominating factor and if high expenses cut profits or-
as has been the ease many times in the past- turn them into 
losses, then the worth of the selling methods producing this 
condition must be seriously questioned. 
Unfortunately few companies have been successful 
in analyzing their selling costs to the extent of being able 
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to reduce them to a dollars and cents basis. Be cause of this, 
analysis of sales trends, analysis of total expense data, 
and most often, the use of good judgment has played an import-
ant part in making decisions regarding the feasibility of 
changes in the sales organization along the lines being dis-
cussed. 
c. Traveling Expense 
A factor which tends to raise expenses for the 
Product Specialist is the amount of traveling which must be 
done. Instead of being able to concentrate on customers 
in a given small territory~ as does the Full Line Salesman~ 
the Product Specialist is often assigned to all customers 
in a large area or if his assignment is on an industry basis~ 
he may be restricted to certain types of customers in an even 
larger area. An exception to the assignment of a Specialist 
to a large area is when an extremely concentrated market 
exists and customers are situated in close proximity to one 
another. For instance~ in Detroit~ Michigan~ manufacturers 
of certain tools or materials used by the automotfve industry 
could expect to profitably use a Product Specialist if other 
factors were equal. 
An example of what may be deemed to be a typical 
assignment of Product Specialists exists with the company 
referred to in Chapter II. This company~ in the Electrical 
Equipment Industry~ assigns some thirty Full Line Salesmen 
in their New England District 1 comprising the six New England 
States - in approximately equal geographical territories to 
handle customers in their Industrial Department. Two Welding 
Product Specialists split the district~ each handling approxi-
mately one-half of New England for customers buying welding. 
Two Micarta Specialists likewise are responsible for the New 
England territory. Other Product Spec~alists are assigned in 
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a like manner. In each case 1 same concentration of customers 
for these products is found in such urpan areas as Boston1 
Hartford 1 Providence 1 Springfield1 etc. 1 but not in sufficient 
amount to justify the entire . time of one specialist in any 
one urban area. A Small Motor Specialist 1 on the other hand1 
is assigned principally to the more urban areas of Western 
Connecticut where a very concentrated market for his products 
is found to exist. 
Traveling expense thus is often a more important 
part of the sales expense of a Product Specialist than it is 
for the Full Line Salesman. It is not unusual for a Product 
Specialist to accumulate two or three times the mileage of 
a Full Line Territorial Salesman in a given time. 
D. OVerhead CQsts 
The problem of overhead expenses is another import-
ant consideration in choosing the best selling method. It 
is perhaps the most difficult to deal with due to the problem 
of deciding what part of overhead is correctly allocable to 
a given product. 
Under the simplest form of full line organization1 
where the product is fairly technical1 a sales organization 
may consist of the salesman's immediate supervisor - probably 
a branm' manager - plus possibly one or more industry managers 
who may have direct contact with the salesman or may work 
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through the branch manager. A higher echelon in the manage-
ment hierarchy is found at the Headquarters or plant location 
where broad policy is formed. A staff organization will 
probably be superimposed upon the direct selling organization, 
working through the Headquarters sales organization and possibly 
having contact with the industry managers and with the branch 
manager and through them with the salesman to give technical 
assistance. All of these various echelons must be supported 
by the sales of the full line sales force and are rightfully 
a charge to selling expense. 
In addition to management personnel a staff of order 
handling personnel must be. m$.inta~ned, often with their own 
type of specialists trained in handling specific types of 
customers or products for order entry and follow-up purposes. 
In the more complicated selling organization, the number of 
overhead personnel will be multiplied greatly. Additional 
supervisory personnel at lower than branch level, additional 
staff specialists at branch or district office ~vel, and use 
of more than one type of technical assistance - i.e; as in 
Company K where both product and industry specialists are 
employed - might be required. For instance, Sales Promotion 
personnel, Sales Training personnel, Treasury, Accounting, 
Service, Market Research, Stenographic, Janitorial Service, 
and General Administrative personnel are also generally 
chargeable to sales expense. 
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Non-salary costs will include s.uch items as office 
rental, rental or ownership of warehouse faci .lities, utili ties, 
and other items of little importance here. 
An argument for substituting a Product Specialist 
holds that elimination of many of the overhead costs is made 
~ossible by such an assignment. The particular product 
division to which a Product Specialist reports will be charged 
with such overhead items as office space, telephone charges, 
a portion of janitor service and stenographic service, but 
will substitute a direct salary expense of one man for the 
share of expense which would otherwise be allocated to the 
division for all the above noted overhead costa under a full 
line organization. Most of these noted expenses would not 
actually be eliminated but would be replaced by more easily 
controlled costs which could be t r aced directly -to the product. 
Under the full line plan, no product division can 
easily control the time and effort to be spent by the sales-
men on their particular products, yet it must share the costs 
just as if proper coverage were being given these products. 
Under the product specialist plan, all expenses are directly 
allocated against the one line of products, which makes for a 
feeling of getting better returns per dollar outlay even if 
such cannot be proven. 
Training costs of the Specialists are often greater 
than those of the Full Line Salesman but much depends here on 
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the individual company. Of those companies with formal 
training programs, many give all salesmen and specialists 
a general indoctrination course covering all company products 
and outlining sales policies, individual responsibilities, 
selling techniques, etc. On top of this, and at added 
expense, the Product Specialist is usually given additional 
training at the plant covering technical aspects of the pro-
duct and its applications. Sometimes, however, the Special-
1st does not receive the general indoctrination and his spec-
ialized product training may then be about equalto or even 
less than the generalized program of the Full Line Man in 
terms of time consumed and costs entailed. 
Warehousing expenses are not likely tobe too much 
different when Product Specialists are usedthan when Full Line 
Men are utilized. It may be that the Product Specialist, 
by his insistance on maintaining large stocks of his parti-
cular products will push these costs up some but in general 
the difference should be small~ 
Order handling expenses may be less under a Product 
Specialist if all orders are handled by the plant order handl-
ing department. Here, however, the savings realized will de-
pend in large part on the volume of orders processed. It may 
be that the orders could be more efficiently and cheaply 
handled by a central order handling group for all products 
as with the full line operation - due to the duplication exist-
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ing with a number of product divisions employing their own 
personnel in order handling assignments. 
E. Summary 
The product division manager must thus determine 
to his own satisfaction the preferable way to market his 
line of products. He must decide whether it would be less 
expensive to pay a proportion of the expenses which are 
allocated to a full line selling force, giving him the advant-
age of representation by fifty or one hundred salesmen, each 
of whom will spend some indefinite proportion of his time 
on selling his product or whether his costs would be less 
if he is shouldered with the full costs of placing a Pro-
duct Specialist in the field. In the latter event, he 
knows that he is getting full return for his investment. 
In the former, he usually does not know whether he is or not. 
Because he cannot accurately measure and compare the costs of 
the two methods, his judgement must be the deciding factor. 
As previously mentioned, cost alone will not be a sole decid-
ing factor but it will certainly be an important one. 
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CHAPTER VI 
TECHNICAL FACTORS 
Besides the factor of cost as a criterion in deter-
mining the best means of selling one's products, the charac-
teristics of the products concerned are likewise important. 
Some aspects of a product's construction, function, or appli-
cation makes it best fitted for selling tPxough a full line 
organization or through a Product Specialist. 
A. Product Classification 
Although some products seem to fall very naturally 
into one category or the other because of their highly tech-
nical or non-technical makeup, many are borderline cases 
which are difficult to assess. On the latter it is necess-
ary to analyze all the conditions of product makeup, opera-
tion and application before any decisions concerning sales 
methods can be made. 
A choice must be made not only between full line 
and specialty selling but also consideration must be given 
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to the efficacy of using non-selling product engineers or 
development men as technical help for a full line operation. 
Some of the factors entering into such a decision are discussed 
below. 
In the category of highly technical products which 
w-ould require the services of a Product Specialist to market 
them would come such items as certain chemical specialties, 
which require highly specialized knowledge and training to 
understand their structure and precise applications. The 
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Full Line Man, handling a number of more or less standard 
chemical items for sale to general industry would find it 
difficult or impossible to sell such highly technical pro-
ducts simply because he would not have the time to spend in 
gaining a proper understanding of the product's potentialities. 
He would be unable to spend a fair share of his time on his 
standard products and at the same time allow sufficient time 
to explore the technical product's applications with the 
plant chemists due to its complex nature. 
In the electronics field, most electronic equipment 
might be considered to be of a highly technical nature. Here 
the development aspect of the product would require the spec-
ial genius of one thoroughly familiar with the products possi-
bilities and details of its manufacture. The ordinary General 
Line Salesman would find himself involved in technical dis-
cussions far beyond his comprehension because his training did 
not prepare him for selling products where such de tailed am:· 
involved knowledge was necessary. 
The non-technical product can be dispensed with 
quickly. Here, with few exceptions, the Full Line Sales-
man - if not the distributor - would be capable of handling 
all sales problems without need for specialized knowledge. 
Such products as fuel oils for industry, wiring supplies, or 
certain building materials would usually be classed as non-
technical. Generally these would require little training 
on the part of the salesman who might have only a high school 
background. 
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The product which is halfway between the two extremes 
as far as required technical knowledge is concerned, is the 
one which may raise questions as to best sales procedures. 
Very often a standardized item in industry, this type of pro-
duct may create no problems not easily handled by the Full 
Line Salesman, or it may possess some characteristics of appli-
cation or physical making which fit it better for sale through 
a Product Specialist. 
B. Selling Problems 
Certain products, such as welding E!quipment and mic-
arta, which are sold by the electrical industry, present a 
problem to sales management because their nature is just 
different enough from the usual line of products handled by 
the Full Line Man as to discourage concentration on their sale 
to the extent that it is given on other items. Several rea-
sons for this behavior can be advanced. 
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First, the salesman finds that the customer personnel, 
whom he contacts for most of the line for which he is respons-
ible, does not usually handle such items as welding equipment 
or similar type products. Perhaps a special method of pur-
chasing is set up within the purchasing department, in which 
case there would be a necessity for the salesman to spend 
additional time discussing this one particular line with an 
individual whose purchasing authority would be limited to 
only that line. Again, the product involved may be one 
usually specified by the engineering department - or as again 
is the case with welding - by a plant foreman. If the 
influence of the specifying personnel is sufficient, a special 
trip may be necessary into another department, building, or 
even another plant location where only this one product or 
product line can be discussed. Naturally, the salesman is 
interested in selling the highest volume in the shortest and 
quickest way possible and prefers not to spend the additional 
time on such a limited objective. 
In extreme cases, certain purchases require approval 
from several sources before a purchase order can be prepared, 
thus presenting a bigger obstacle for a salesman to face. The 
need here is for a sales representative who has the knowledge 
and the time to track down these purchasing influences and 
who can stick with the one product long enough to gain custo-
mer familiarity wherever it is needed in the customer organi-
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z.ation. The Product Specialist will usually handle such 
an assignment with greatest satisfaction. 
Second, certain products are high volume sales items, 
others move more slowly and require more salesmanship, more 
patience, and more time to complete a sale. Such items as 
components for machines sold to machinery builders might be 
typical of the high volume items, while equipment for the 
plant such as lighting, ventilating equipment, or convey~rs 
might be representative of the second group. 
If a salesman can raise his volume of sales quick-
ly by spending his time selling the fast moving large o~er 
type of equipment, his tendency will be to spend the major 
part of his time on this rather than on the items where more 
sales effort is required and returns are likely to be smaller. 
Where a sales quota system is in effect - particularly if 
individual products are not under a quota - or where the com-
pensation plan is based on overall volume attained, this pro-
blem becomes the more acute. 
In some companies the solution to this problem has 
been in more selective quota or compensation plans and closer 
management control. Product Specialists for handling slower 
moving items have been used to advantage by others _who feel 
they can best control their sales in this fashion. 
Third, the type of customer buying the product in-
volved may not be among those usually contacted by the regular 
Full Line Salesman. Referring again to welding products., 
many small shops utilizing welding equipment are merely old 
barns or garages b~hind residences, and as such, do not re-
ceive calls from regular salesmen who often are unaware of 
their existence. Usually volume of sales at the individual 
location would be small for most products but they do buy 
a few items which go into their product or are used in manu-
facturing their product in some volume. Welding electrodes, 
for instance, find a ready market in such establishments 
and the sale of welding machines in total to these customers 
is sizeable. 
Often such customers would be unprofitable for the 
Welding Specialist as well and do most of their buying through 
a distributor. Here, too, is found a need for the specialist 
to keep in close contact with the distributor of his company's 
products to make sure that coverage of these aforementioned 
small customers is maintained. Here, in the distributor as 
a matter of fact, is found a type of customer best handled 
by a Product Specialist who can keep in close contact with 
the factory and feed information to the distributor as to re-
cent product developments, sales policies, and selling methods. 
Help in training distributor salesmen, keeping in touch with 
the market, and directing the distributors efforts to get pro-
per coverage of all customers would likewise appear to be a 
field best handled by the Product Specialist. 
54 
Although, 1n the above noted instances, the pro-
duct involved may be one which is not beyond the capabili-
ties of the Regular Salesman, it has been seen that some 
special handling was required. In general, it would seem 
that the Product Specialist with full responsibility for 
contacting a customer and selling the particular product or 
products involved presents an acceptable answer to the pro-
blem created by the unusual selling problems involved. 
C. Need for Technical Assistance 
With certain other products of a technical nature, 
consideration should be given to use of a Product Engineer 
or non-selling Specialist to help the Full Line Man by call~ 
ing on customers with him to solve particular problema of 
application or by furnishing him with data on new product 
developments at the factory. While the definition of which 
product belonga ,in which category rests pretty much with the 
individual company, it would appear to the writer that the 
last mentioned products would tend to be rather highly tech-
nical, yet in an intermediate stage below those products first 
mentioned in the chapter where it was felt that the product 
specialist was the only satisfactory means of marketing the 
product. 
Products in this intermediate stage would be ·those 
which might be sold to regular customers and through the same 
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purchasing group in the customers organizations yet would 
present problems of technical applications which at times 
would be beyond the ability of the regular line salesman to 
understand and handle capably. Here it is proposed that 
assistance be available to the salesman in the form of head-
quarters or factory engineers who could be called in from 
time to time when the need arose. 
These engineers would perform many of the functions 
of the Product Specialist. He would be intimate with factory 
processes and product capabilities that would be difficult 
for the Regular Salesman to assimilate. He would be informed 
on new product development and would act as a promotional 
agent for the factory with the salesmen to keep the product 
and its applications in their thoughts. He would train the 
salesman in the general advantages of the product over competi-
tive offerings. 
Obviously, the salesman would play an important 
part in the sale of these intermediate products since his job 
would be to recognize possibilities of selling the product 
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to a customer and to advance reasons why the customer should 
purchase the item. Once having aroused the customers interes~, 
his job would be to call in the Product Engineer for consul-
tation and to further familiarize the customer with the ad-
vantages to him of buying. 
An example of this use of Product Engineers to give 
~-
technical assistance to Full Line Men is found in the sales , 
organization of Company "K" previously referred to in Chap-
ter III of this. thesis. This company, a manufacturer of 
Industrial ~nstruments,makes use of Product Engineers in four 
product divisions which are specifically organized to render 
technical help to their salesmen who handle the full line of 
products manufactured by the company. These staff divi-
sions handle 1) mechanical instruments, 2)electronic instru-
menta, 3)valves and 4)controls. These product engineers 
plus ten industry divisions rendering technical aid on an 
industry rather than a product basis are felt to provide ade-
quate coverage with all customers. Customer preference for 
hanuling all their problems whether mechanical or electrical, 
with valves or with controls, with one company representative 
is given as the main reason for this system. Elimination 
of considerable duplication of traveling plus general satis-
faction by management with results achieved are other reasons. 
The Product Engineer would play a particularly impor-
tant part in introducing relatively new products and product '-
applications. Even in the less technical product lines new 
products require more selling time and energy than the full 
line salesman is usually able to give. Customers must be con-
vinced of the advantages of the new product over the old and 
over competitive products. If the product is entirely new to 
the line handled by the manufacturing company and if. its tech-
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nical characteristics are somewhat different from those 
heretofore handled by the regular salesman, the Product 
Engineer is of value in locating customers who can use it 
and working out suggestions for its use with others who 
might otherwise have overlooked its potentialities. Help 
· intraining the Regular Salesman in features of the new pro-
duct and its applicability to their present customers needs 
is also a field in which Product Engineers could be of help. 
It ,~ cannot be denied that Product Specialists 
and Full Line Salesmen backed up by Product Engineers can 
often achieve the same results with those products referred 
to as "intermediate products." It is probable that there 
is no satisfactory substitute for the Product Specialist 
in selling the most highly technical group of products. 
D. Sunnnary 
Like other factors involved in the decision as to 
the best mode of selling between the use of Full Line Sales-
men and Product Specialists, it can be seen that the tech-
nical characteristics of the product or products being sold 
are an important consideration. Consideration of this one. 
alone - or any other single factor - will usually not be 
sufficient for making any final decisions. Further -dis-
cussion of other factors involved will be presented in sub-
sequent chapters. 
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CHAPTER VII 
ADMINISTRATIVE FACTORS 
The administrative problems existing in any sell-
ing organization are often obscured by other more pressing 
matters but must, nevertheless, be considered carefully when 
any changes 'are considered. The problem of cost of admin-
istrative activities has already been discussed to some extent. 
Other administrative problems need to be reviewed carefully 
for possible advantages to be gained or disadvantages to be 
encountered under one selling method as compared to another. 
A. Classification of Administrative Problems 
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Under administrative problems can be listed the train-
ing facilities needed in putting salesmen - of whatever type -
into the field; training for inside help; employment and 
supervision of order handling, warehousing, and telephone and 
stenographic personnel needed under the particular sales 
organization utilized; the rental or purchase of space -
either for o:ff"ice,warehouse, or service facilities; the per-
sonnel and equipment required by such staff functions as Sales 
Promotion and Advertising, Accounting, Treasuring, and Market 
Research. Although these may perhaps be but a small sample 
of all the administrative problems encountered in any given 
sales organization, they are probably the major ones directly 
affected in any sales organization change. 
B. Line of Command 
Under the product specialist system, decisions must 
be made as to whether supervision is to be direct from the 
factory sales manager to the Specialist in the field or through 
some district or branch organization. Usually in a full 
line organization in a company with more than one factory 
location and with a number of products, the distrd.ct sales 
office is a requirement. Otherwise, the problem of "too many 
bosses" directing the salesman would be a serious one. 
With the product specialist operation, the problem 
encountered first by the factory or division sales manager 
is whether he should attempt direct supervision and what the 
advantages and disadvantages might be. 
As has already been pointed out in earlier chapters, 
one of the reasons for turning to Product Specialists is to 
gain better control of distribution. Because of this,perhaps 
the best procedure calls for maintaining control of salary 
and quotas at the factory and keeping the Specialist supplied 
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with technical product information from there while giving to 
the district office some control of customer contacts, super-
vision of the Specialists as far as personal conduct while at 
work, and supervision of cooperative efforts with Regular Sales-
men. Here t is being assumed that both Product Specialists 
and Full Salesman are employed by the company. If the 
district op ation is one of Product Specialists only, sell-
ing items male by a number of different plants, some more 
direct super ision would be required from the sales manager 
at division eadquarters through district supervisors or 
managers. 
C. Order Handling Problems 
In considering the problem of order handling with 
Full Line Sa esmen, the decisions to handle this function on 
the district level would · seem nearly automatic. Justif1-
cation ~or hfring a special group for processing orders re-
ceived and m~intaining inside contact with customers wou'rd be 
found in the large number of orders handled and the number 
of salesmen employed and needing inside help. 
th a product division or factory having direct 
control of he Specialist in the field and with no district 
operation 1 volved, all order processing would of necessity 
be handled t headquarters. Whea,however, the Product 
Specialists are located at a district sales office, the ques-
tion must b faced as to where the order handling process can 
be most ciently handled. 
· order processing is handled at the district 
level, espe ially where the number of Specialists is small, 
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it may be th t hiring special personnel to handle the 
orders would constitute an expense not justified by volume 
of orders. If the Specialist himself is expected to pro-
cess his own orders before forwarding them to the factory 
for completi n 1 it would seem an unnecessary tying-up 
of his time hich should be spent in contact±tgcustomers 1 
not paper work. To try to process all orders at 
the headquar era location would tend to make it difficult for 
the customer to check on his orders and their progress 
through the fntering and manufacturing phases. , On the other 
hand 1 the ad a~tages gained in having available a fast and 
accurate mea l ure of district performance is considered by 
many compani s to be sufficient to try the last mentioned 
alternative that of forwarding all orders received dir~ 
ectly to the division order handling department for process-
ing. 
On other alternative is available where the dis-
~ 
trict operation is made up of Full Line Men and Product , 
Specialists - that of having a common district order process-
ing department to handle all orders whether for specialty 
products or standard products sold by Full Line Men. This 
has the adv of keeping expenses down but makes it more 
difficult t I give the special handling the specialty product 
would seem ·o warrant by its nature. Inexperienced order 
personnel d aling with customers on details of orders would 
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find it difficult to discuss intelligently products which, 
by their highly technical nature require the services of a 
Product Specialist to sell them. 
D. Training Problems 
In the matter of training salesmen there appears 
a difference of opinion between the various companies report-
ing as to whether it is more difficult or costly to train a 
man as Product Specialist or as a Full Line Salesman. Of 
those companies which have formal training programs some 
indicated that all sales personnel receive a comprehensive 
course 1n all company products and that their Product Special-
ists then receive additional training at the plant learning 
the technical aspects of the product they are to handle. In 
others, Product Specialists receive only the product training 
at the factory and omit the comprehensive training to a large 
degree. 
In some companies, with no formal training program 
for Full ~ine Men, the Product Specialists receive the only 
training offered and:. that often on an informal basis. 
E. Problems of Hiring of Selling Personnel 
In the matter of employment of men for the sales 
organization, while most manufacturers of technical products 
take only graduates of technical schools for their regular 
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full line sales force, the requirements for Product Specialists 
are usually even more rigid. In many cases, it is required 
that that individual have experience either as a salesman for 
all of the company's products or as an employee in the divis-
ion for which he is to be hired. 
Due to the need for cooperation with other product 
division salesmen and since they are likely to be called on 
by customers to supply information on products other than 
those for which the y are directly responsible, it would seem 
wise that some background with other products - either thro~gh 
the company ·' s training or through previous sales ex:I;erience -
be required of newly employed Product Specialists. 
F. Miscellaneous Problems 
Assignment of a Product Specialist or Full Line 
Salesman calls for the ironing out of such details as provis-
ion of office space, telephone service, stenographic service, 
mail service and all the other minor items which are required 
·for ' the smooth functioning of an office. The problem is 
simila r for both types except in the matter of how the service 
or item is paid for. With a sales force of F'ull Line Men, 
a pooling of these various facilities under a district office 
plan is usually satisfactory with all product divisions repre-
sented sharing the costs. With a Product Specialist, it may 
not be as simple since the full cost and responsibility for 
furnishing these functions may fall on the operating division. 
~bere facilities of a district office are available, these 
services can be obtained at a lower cost and more efficiently. 
Arrangements must be made for providing personnel 
and equipment for carrying on such functions as an Accounting 
Department, a Treasury Department, an Advertising Department 
and a Market Research Department. In most cases, again the 
efficiency of maintaining separate departments for these is 
questionable in a single product division unless it is of 
considerable size. Sharing the facilities of these depart-
ments with other product divisions in a full line organiza-
tion's district office has the duplicate advantage of keep-
ing costs down and making possible the employment of a more 
complete and adequate organization in each .department. 
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CHAPTER VIII 
ATTITUDES OF SAIES PERSONNEL 
Because the questions in the questionnaire used in 
this survey having to do with salesmen's reactions - and also 
those having to do with customer relations as discussed in 
Chapter IX - did not provoke satisfactory responses from thos.e 
companies answering them1 it has been difficult to arrive at 
any firm conclusions as regards these two approaches to the 
problem with which this thesis is concerned. Consequently, 
most of the comments in these two chapters are from the 
writer's own experience and observations and are presented as 
merely further fields for study in approaching this overall 
subject as to when the Product Specialist may most profitably 
be used and when the Full Line Salesman. Undoubtedly, this 
does not constitute a complete analysis of these problems 
but it is hoped that it may suggest some answers to the pro-
blems. 
It is felt that consideration should be given to the 
attitudes of the personnel involved toward the sales organi-
zation and methods of operation. When any change is con-
templated in adopting Product Specialists or in turning toward 
Full Line Salesman, the care used in orienting individuals in 
66 
the sales organizations to the new methods to be adopted may 
mean the difference between success and failure of the plan. 
Sales personnel must be convinced that their posi-
tion in the organization is not being threatened, that their 
prestige within the group and with their customers are not 
being damaged and that they will receive proper recognition 
under any change in the set-up. Morale in a sales force is 
important becau~e of its effect on the sales volume and on 
customer relations. 
One danger in the introduction of Product Specialists 
into an organization formerly utilizing Full Line Salesmen 
only is the tendency on the part of the salesmen to feel that 
their importance to the customer will be lessened. With one 
salesman fully responsible for all contacts with customers in 
a given territory, he is likely to build up feelings of con-
fidence in his abilities and of assurance which are likely 
to be beneficial to sales. With the addition of a Specialist 
who is responsible for the sale of certain products to many 
of his customers, a feeling of frustration may be built up 
unless the operations of the Specialist are carefully revie~­
ed with him and the advantages to him personally pointed out. 
Antagonism among members of a sales force thus 
kindled are difficult to combat. Loss in cooperation among 
members of the sales force can be a serious thing when measured 
in terms of sales dollars. 
67 
Part of a Regular Salesman's job when Product 
Specialists are contacting his customers is to refer leads 
on the Product Specialist's products to him. Likewise 1 he 
is expected to bring the specialty products to the atten-
tion of the customer and keep informed of customers' needs 
in order to give the Product Specialist whatever assistance 
he can. Obviously1 the degree to which he performs this 
task will be in direct prpportion to his understanding of the 
need for Product Specialists and his acceptance of them. 
This cooperation between Product Specialist and 
Full £1ne Salesman must 1 of course 1 work both ways. Very 
often the Product Specialist on his visits to the customer 
is going to pick up information on products other than those 
he is responsible for. It is important that he be willing 
to pass on information to the Full Line Man to help him 
increase his sales. 
One danger in having two or more individuals con-
tacting the same customer is found in the fact that the re-
lations of the company with a customer can be spoiled by the 
poor relationship maintained by any one of them. This is 
one of the prime reasons for any distrust over the intro-
duction of a new system on the part of the Full Line Sales-
man - or the Product Specialist 1 too. One man may con-
tact a given customer for ten or twenty years and build up 
a good sound relationship resulting in an excellent share of 
that customer's business only to see all of his effort gone 
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to waste by the foolish acts or words of a new sales repre-
sentative Who has called on the customer only a few times. 
This problem is related to the original hiring and 
training methods employed by the company. Unless proper 
care is made to select men with sales ability and satis-
factory personalities and to train them carefully in tech-
niques of selling, trouble is likely to occur in such a situ-
ation as has been noted above. 
One other factor bearing consideration is the re-
lationship set up between product division headquarters and 
the Product Specialist when the latter is remote from the 
former. There seems to be a tendency, ~hich the writer has 
noted in his own company and heard about in other companies, 
for individual managers at the headquarters location to lose 
touch with those in the field. This is likely to result in 
the making of more or less arbitrary decisions concerning 
operations in the field, exemplified best, perhaps, in a few 
of those companies using quota systems. Without the benefit 
of discussion or review with the men in the field, a quota 
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is assigned, pres.umably based on market conditions there. The 
usual results are the building up of an antagonism and a feel-
ing of defiance because of unfair quotas or misunderstanding 
of methods utilized in setting these quotas which are not in 
the best interests of the company. 
Thus, closer contact and better relations with sales 
personnel, wherever located, would seem to be advisable for 
maintenance of a high morale in the sales organization. 
CHAPTER IX 
CUSTOMER REACTIONS 
Needless to say1 some consideration must be given 
to the customer's reactions to the selling methods ~pplied 
to them. If the customer has particular preference as to 
the type of salesman they deal with, or requirements which 
call for special talents of a particular type of salesman1 
it will probably be difficult to establish profitable re-
lations with him if the sales organization does not fit in 
with these needs and desires. 
Many customers feel that they can best do busi-
ness with one man representing all of the seller's products 
~~d services. They dislike having to refer their neeqs for 
service or their purchasing desire to one man for certain 
products, to another for other products 1 and to a third for 
repair services or installation. Obviously a company using 
a multiplicity of Product Specialists 1 at least several of 
whom might have products to sell a given customer 1 would be 
in a less favorable position than a company employing one 
Full Line Man to sell the same products. It is doubtful 
that this consideration would be of sufficient importance 
to the customer as to influence him into buying inferior 
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equipment from the Full Line Man if the Product Specialists 
had better to offer. But it is certainly a factor to take 
into account if it will make selling easier to certain 
customers. 
The customers to whom the form of the selling 
organization would be of importance will, in most cases, 
be rather small since the larger companies often make use 
of a somewhat specialized purchasing department, in which 
difference types of products would be the purchasing responsi-
bility of Specialists in that line. Thus it should be 
simple in most cases to discount the importance of their 
desires on the organization of the sales department. 
In the larger companies with more specialized 
purchasing functions, the methods of the selling company 
will be of less importance. The reverse may be true when 
the purchasing requirements are extremely diverse and highly 
technical. In such a case, the purchasing group may prefer 
to deal with Product Specialists who can "talk their language" 
more effectively and give them better service because of their 
specialized technical knowledge. 
In a commentary on the suggested use of Product 
Specialists, Mr. Robert Fairchild Elder has this to say: 
"Segregation of the sales force by product is ordinarily 
effective only when the various product groups are sold to 
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different customers. The spectacle of half a do;en sales-
men rrom the same company calling on a single purchasing 
agent never creates a favorable impression. Oe cas ion ally, 
however, it may be justifiable to segregate the sales force 
by products even though they are sold to the same customers, 
when different individuals in the buying concerns are res-
-·~ ponsible for the purchasing decision!'" 
Another type of customer whose reactions might be 
considered in determining whether the Product Specialist or 
the Full Line Man can best serve them is the small company 
with particularly technical problems who lacks engineering 
personnel or technically trained purchasing personnel. This 
type of customer welcomes the Product Specialist because the 
Specialist will be better able to advise on application 
problems and on their product needs. Unfortunately, this 
will often be the same customer whose demands on a specialist's 
time will make him unprofitable to contact. 
Obviously some of each customer type will be found 
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in every market and also obviously the selling organization 
cannot be keyed to meet all the desires and whims of the buyers. 
If one or another type are particularly numerous or make up a 
large part of the potential market, however, some thought of 
customer needs and wants should be worthwhile. 
*1, p.98 
CHAPTER X 
· FACTORS OF COMPETITION 
Factors having major influence in formulation 
of the selling policies of many companies are the methods 
employed by competitive companies in marketing their pro-
ducts. In any selling effort 1 it becomes important to 
at least equal or preferably to better competition. If 
a competitor can offer a customer better service 1 better 
.technical "lmowhow" 1 or a better product 1 he stands to 
gain a greater share in the market that customer represents. 
Thus in the Electrical Equipment industry1 the 
big company with diverse products finds himself at a competi-
tive disadvantage when he must sell such products as electri-
cal motors or distribution apparatus in direct competition 
with small manufacturers who make and sell only electrical 
motors or only distribution apparatus. The small manu-
facturer, by concentrating on one product or line of pro-
ducts is in a position to put into the field salesmen who 
are .intimately acquainted with all the characteristics and 
applications of their products and who are able to quickly 
communicate any special customer needs to the factory for 
action. Likewise 1 the small manufacturers sales repre-
sentatives are usually in a position to adjust their prices 
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or delivery promises in the face of tough competition much 
more easily than the large manufacturer. 
One of the ways the large concern can put himself 
on a more even competitive level is by the use of Product 
Specialists. The Full Line Salesman cannot keep in as close 
contact with the customer nor can he be expected to be as 
much of an expert on a given product as the Specialist handl-
ing that product only. 
In the decentralized large company particularly -
where each division operates as a separate company as far 
as most functions go - the Product Specialist is in a posi-
tion to give the customer as good service as his small competi-
tor. The claim of some small manufacturers to their custo-
mers that the big company is not as interested in them be-
cause they represent such a small part of the big companies 
business and that the large manufacturer is not in a position 
to adjust themselves to customers changing needs is best 
refuted by the Product Specialist. This Specialist, with 
better product knowledge, closer contact with the plant, and 
his ability to concentrate on applications relating to his 
one product only can serve the customer equally as well as 
the limited line manufacturer. 
If competition uses Full Line Men with certain types 
of customers, it behooves a company to at least investigate 
this method of selling very closely. It can usually be 
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assumed that ones competitors act as they do because they 
feel that they can extract the greatest share of business 
by so doing. No company should be hide-bound by his 
competitors methods for there are often new ways of doing 
things which may help to better ones position in the market, 
but certainly no company can afford to ignore his competi-
tion in deciding the best type of selling organization for 
him. 
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CHAPTER XI 
CONCLUSION 
Because each company has its ovm methods of opera-
tion and its own unique organization, it becomes hard to 
generalize on the subject of when Product Specialists should 
be used and when Full Line Salesmen in marketing a given 
company's products. An attempt has been made in this paper 
to indicate some of the prevailing practices and to advance 
some of the reasons for adopting one or another of these two 
selling methods. From these 1 certain tentative conclusions 
can be drawn as to the situations best adapted for utiliz-
ing one or the other type of selling effort and the most cogent 
reasons for so doing. 
The following suggestions are 1 therefore 1 offered 
as a guide to those companies who may be contemplating changes 
in their sales organization but who are not too sure of the 
criteria to be observed in determining which type of selling 
effort may be the better suited to their needs. 
The factor whib_h is undoubtedly uppermost in the 
minds of the majority of companies interested in marketing an 
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industrial product is that of cost. Usually this is a prime 
reason for considering any change - due perhaps to an unsatis-
factory sales history - pointing, it would seem, to the need 
for a radical reorganization of selling operations. 
Study of this matter indicated several variables to 
be considered - the technical aspects of the product, the 
concentration of the market, the available district sales 
facilities, and the si·ze of the average order - to mention a 
few of the most important. 
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The first variable - technical aspects of the product -
was concerned with whether a full line selling force was equipped 
through technical background and in company training programs 
to handle the product concerned. If not, then the conclusion 
was that money invested on a pro-rata basis in a full line 
selling operation was wasted. The Product Specialist would 
be the cheaper since he alone would have the technical qualifi-
cations to utilize his time with the customers to the best 
advantage. 
Concerning the concentration of market, it was 
indicated that the Product Specialist could operate at the 
best cost to sales ratio where his market was located in a 
rather compact area. Here the full time of one man handling 
a single product or a limited line of products could be justi-
fied by the limited traveling expenses. 
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Product Specialists, again, would be in a more favor-
able position where district sales offices are maintained since 
such costs as office rental, stenographic service, telephone 
service, and sometimes order handling, sales promotion,treasury, 
and accounting services are likely to be more satisfactory. 
Where all of these facilities must be maintained in an area 
for one or two representatives of a product division only, the 
cost picture is less likely to be an inviting one. 
While Full ~ine Salesmen are likely to have a larger 
sales per call ratio, due to the fact that they have dozens 
or hundreds of products they can offer to a given customer., 
the Product Specialist is likely to obtain larger orders since 
he concentrates on one product and may be expected to sell a 
bigger share of the customer's needs for that product than 
would the Full Line Man. Thus, the average size of order 
for the particular equipment involved will have a definite 
bearing on the cost picture. 
The technical characteristics of the product is 
another major factor in the choosing of a "best" sales opera-
tion. It was found that the degree of technicality was 
influential in declding whether the Product Specialists could 
be employed to advantage or whether the product should be in 
the hands of a sales force selling the full line. 
With the extremely technical item - one which re-
quired special training within the company - it is believed 
that there is little argument with the premise that a Product 
Specialist would be required. Only a Product Specialist 
could spend the time in a training program necessary to learn 
all production and application details of a highly compli-
cated# highly specialized product. 
With the so-called "intermediate" product - one 
not so highly technical as to fit in the above category yet 
requiring some technical knowledge on the part of the sales-
man - the choice between Product Specialists and Full Line 
Salesmen was found to rest with the individual item. Some 
items just do not fit into the regular line handled by the 
Full Line Men due to the different type of customer buying 
or the way in which most companies buy the item - as compared 
to the rest of the line sold. That is 1 if the app~ications 
of the prod.uct are in a different industry than is usually 
contacted by the Full Line Salesmen or if other individuals 
in the company organization than those ordinarily visited by 
the Full Line Man are influential in or actually do the pur-
chasing of the product concerned 1 the desirability of selling 
through the Product Specialist is great. Other items are 
slow moving items which the Full Line Salesman tends to over-
look in his attempt to achieve his quota. If the volume is 
sufficient whenever it is possible to make a sale of such an 
item1 another possibility for a Product Specialist is seen. 
Excessive red tape in some customer organizations when buying 
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large plant equipment may tend to discourage the Full Line 
Man and again opens a. possibility of utilizing a Product 
Specia.lis t. 
Little argument is found as to the proper sales 
channel for the non-technical industrial products - all signs 
would seem to point to the Full Line Salesman or the distri-
butor to handle such items. 
A third major factor considered was the question 
of administrative difficulties encountered under th$ two 
me.thods of selling. Such matters as administrative control 
of the sale of product, training programs required, provision 
of inside help including order correspondents and clerical 
assistants, local supervision, and problems .of providing such 
services as sales promotion, treasury, accounting, etc., were · 
reviewed. 
In the matter of control, it was indicated that dir-
ect supervision by a sales manager at the factory and control 
of quotas and salary from that point were most effective. 
Since one object of using a Product Specialist is to maintain 
closer contact between the sales force and the production 
division, such control of the Specialists activities is help-
ful. Efforts of the Specialists can thus be most satis-
factorily channeled for the greatest benefit to the division. 
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It was pointed out that such control was difficult or impossible 
with the Full Line Salesman whose responsibilities extended 
over the products of a number of divisions with no special 
allegiance to any one division. 
While it was found that training programs differed 
considerably between companies, the problems of indoctrinat-
ing the Product Specialist appear to be slightly more exten-
sive than for the Full Line Men. A comprehensive course on 
general company procedures offered to all sales personnel is 
often followed up by additional intensive product training of 
the Product Specialists only. 
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With a district organization functioning, adminis-
trative operations were found to be more easily taken care of. 
Costs were foUnd to be less and coordination of functions easier 
when the Product Specialists could utilize existing .facilities 
of such a district office. Order handling, clerical and jan- · 
itorial services, plus provision of many staff operations were 
found to be most efficiently provided in such an organization. 
Local supervision of the Specialists' relations with 
customers snd their coordination with a full line sales force-
if existent - were found to be additional advantages available 
in a district office operation. 
The desirability for properly informing the existing 
sales organization of the need for and the advantages of a 
different type of operation - such as is found in the change 
from full line sales force to partial utilization of Product 
Specialists - is probably obvious. A question of morale is 
involved as well as the resultant problem of maintaining a 
good sales volume which must be carefully considered. Thus# 
the old salesmen must be convinced in some manner that a given 
change will not affect his pocketbook# his prestige, or his 
chances for promotion. 
Customer reaction, too, must be evaluated lest 
a new sales operating plan be at odds with customers' methods 
of purchasing or his desire for handling all his purchases 
with but one company representative - or perhaps for handling 
certain products with Specialists whose intimate knowledge 
of their product would be advantageous. Here the importance 
of each type of customer must be weighed against their de-
mands on the selling organization in deciding on a course of 
act ion. 
A last factor worth consideration was found to be 
the nature of the competitors and the selling methods they 
employ. Where the competitor due to his size, number of 
products manufactured, or type of organization can sell more 
effectively and in greater volume, it will often be necessary 
to employ selling methods to equalize his advantage. Thus, 
a large company of many and diverse products might find it 
beneficial to use Product Specialists to compete with small 
manufacturers of a limited line of competitive merchandise. 
The choice between using a Product Specialist and 
82 
·I 
a Full Line Salesman supported by a non-selling Product 
Engineer or Development Engineer was found to be a diffi-
cult one at times. The final decision would appear to be 
up to the individual company and dependent on their pre-
ferred methods of operation. 
It is hoped that this paper has served to point up 
those situations and factors which should be considered 
before final steps are taken in making a change in sales 
operations. 
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APPENDIX A 
TRANSMITTAL IETTER FOR QUESTIONNAIRES 
Mr. John Smith 
Director of Market Research 
Smithstone Corp. 
Boston~ Massachusetts 
Dear Mr. Smith: 
603 California Street 
Newtonville 60~ Mass. 
April 30~ 1953 
Little has been written on the subject of when sales of a 
company's products can best be made by a Salesman handling 
the full line and when best by a Specialist handling but 
one product in a line of products. Because of this and be-
cause of the apparent disagreement between sales policies of 
various Industrial Products Manufacturers~ I have undertaken 
to write a thesis on the "Evaluation of the Use of Product 
Specialis.ts as Compared to Full Line Salesmen in the Indus-
trial Products Field" to be submitted for the Master of 
Business Administration Degree at Boston University~ Evening 
Division. 
In order to develop this study as fully as possible, I have 
designed the attached questionnaire which I am sending to a 
representative group of Sales Managers and Market Research 
Directors, with the hope of soliciting their aid in furnish-
ing information on their company operations. With the be-
lief that your experience may shed some light on this problem, 
I would like to ask your assistance in completing one for me. 
To lighten your task in filling out the questionnaire, I have 
tried wherever feasible to make it possible for you to answer 
a given question by merely making a check mark in the appro-
priate block. This has not been possible in every case due 
to the many sides to the problem which I wish to explore as 
completely as possible. Because it is probable that I have 
not covered all salient points in this short questionnaire, 
your added comments on any particular question or on the 
general problem will be of great help. 
I am enclosing a stamped, self-addressed envelope for return 
of the questionnaire. Thank you for any courtesy which you 
may be able to exten~ to me in relation to this problem. 
Reginald G.Farrar 
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APPENDIX B 
FIRST QUESTIONNAIRE FORM SUBMITTED 
QD~STIONNAIRE ON SELLING ORGANIZATION 
Company Name Location 
Products Man-u~f~a-c7t_u_r_e~d~(MT~y-p_e __ a_n~d~N~um~ber) -----------------
Number of Employees ________ _ 
Number of Salesmen 
-------
1. What are educational requirements for newly hired salesmen? 
r::::=J A. Technical School Degree 
t==J B. Non-Technical School Degree(i.e. Liberal Arts 1 Bus.Adm. 1 etc.) t::J c. High School Graduate t::J D. Other (Please explain) _________________________ __ 
2. What product •responsibility do salesmen have? 
c::J A. Full Line 
c::J B. Limited Group of Products 
t:::::l C. Specific Product only 
c::J D. Other(Please explain) 
-------------------------
3. What . territorial responsibility do salesmen have? 
c::J A. All customers in given area 
t=:j B. Cust·omers in certain industry or industries only 1 
in given area 
c::J c. Specific customer assignment only 
c::J D. Other (Please explain) 
--------------------------
4. What are product characteristics? 
c:::J :A. Highly technical, requiring service of specialist 
c:::J B. Technical 1 requiring limited special knowledge by salesman 
c:::J C. Non-'rechnical 
c::J D. Other (Please explain) 
5. What market do you serve? 
c::J A. National 
c::J B. Regional 
--------------------------
t::j C. Statewide 
c::J D. Other (Please explain) ________________________ __ 
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6. Do you make use of "Missionary" salesmen who do not 
take orders but provide technical help to regular 
salesmen's customers? 
t=J Yes 
t==l No 
7. According to the product and territorial responsibility 
indicated above, does more than one salesman call on a 
given customer? 
t==1 Yes 
c:=J No 
A. If answer to above is yes, are customers 
satisfied with service they receive? (i.e. 
Is there feeling that responsibility for 
errors cannot be fixed, is any objection 
raised to need for contacting different 
individuals for different products or 
services, etc.) 
C=:J Yes 
t=J No 
Comments 
---------------------------------
B. If yes, are salesmen satisfied with system? 
(i.e. Is ther "buck passing", lack of responsi-
bility, authority, etc.?) 
c=J Yes 
t=1 No Comments ________________________________ __ 
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c. If answer to above is no, do customers feel they 
get adequate service and information on all 
products? (i.e. Is there feeling that salesmen 
do not have sufficient knowledge of products they 
sell?) 
r=J 
CJ 
Yes 
No 
Comments 
-----------------------------------
D. If no, do salesmen have adequate knowledge of all 
products and can they satisfactorily service the 
accounts without further help? 
t=J Yes 
c=:J No Comments ________________________________ ___ 
8. Is any change in policy concerning salesmens 1 responsi-
bilities now contemplated or has any such change taken 
place or been contemplated in the past? Particular 
reference is made here to full line vs. single product 
selling. Please indicate general direction of change 
and action taken. 
A. In reference to above question, has analysis been 
made showing which of the two types of selling 
(Full Line or Single Product) is more costly per 
order, per call, etc. Please indicate general 
findings. 
B. What, if any, difference have you found between 
the two types of selling as far as costs and other 
factors are concerned in regard to the follow-
ing administrative problems ? 
1. Order Service 
2. Warehousing 
3. Company Training Program 
4. Sales Expenses 
5. Office Expenses 
6. General Administration 
87 
APPENDIX C 
REVISED ~UESTIONNAIRE FORM SUBMITTED 
gUESTIONNAIRE ON SELLING ORGANIZATION 
Company Name Location 
Products Manufactured (Type and Number) ------------~---
Number of Employees ______________ ~Number of Salesmen ________ _ 
1. What 
c::J 
t::::J 
R 
are educational requirements for newly hired salesmen~ 
A. Te ~chnical School Degree 
B. Non-Technical School Degree (i.e. Liberal Arts, 
Bus .Adm., etc.) 
c. High School Graduate D. Other (Please explain) ________________________ _ 
2. What market do you serve? 
t::J A. National 
t::J B. Regional 
r::J c. Statewide 
t::J D. Other(Please explain) 
---------------------------
Please Note: In answering questions #3, 4 and 5 below, if 
individual products or groups of products are handled differ-
ently, please cross reference answers (i.e., if a highly 
Technical Product is the responsibility of Specialists handl-
ing only one product who call on all customers in a given 
area, indicate by a figure one(l) in square opposite 3A, 4C 
and 5A). Another product or group of products handled diff-
erently would be indicated with a figure two(2) in the appro-
priate block opposite each of these three questions, etc. 
Identification of these products by name would be of value. 
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3. What are product characteristics? . 
c::J A. Highly technical, requiring service of specialist. 
c::::J B. Technical, requiring limited special knowledge ':. by 
salesman 
C. N on-Teclmical 
D. Other(Pleaae explain) 
---------------------------
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4. Vfuat product responsibility do salesmen have ? 
c==J A. Full Line 
c==J B. Limited Group of Products 
c=J C. Specific Product only t=:J D. Other(Please explain) ________________________ __ 
5. What territorial responsibility do salesmen have ? 
c==J A. All customers in given area 
c::J B. Customers in certain industry or industries 
only, in given area 
c==J c. Specific customer assignment only t==J D. Other(Please explain) ________________________ __ 
6. According to the product and territorial responsibility 
indicated above, does more than one salesman call on a 
given customer? 
c=J Yea 
c=J No 
Comments 
------------------------------------------
7. Do you make use of '*Missionary" salesmen who do not take 
orders but provide technical help to regular salesmens' 
customers ? 
t==J Yes 
t==l No 
Comments_. ______ ~---------------------------------
8. Is any change in policy concerning salesmens' responsibili-
ties now contemplated or has any such change taken place 
or been contemplated in the past? Particular reference is 
made here to full line vs. single product selling~ Please 
indicate general history of selling methods and reason for 
any actions taken or considered. 
A. In reference to above question, has analysis been 
made showing which of the two types of selling 
(Full Line or Single Product) is more costly per 
order, per call, etc. ? Please indicate general 
findings. 
B.What, if any, difference have you found between 
full line and single product selling as far aa 
cost, simplicity of operation, and other factors 
are concerned in regard to the following operations? 
1. Order Service 
2. Warehousing 
3. Company Training Program 
4. Sales Expenses 
5. Office Expenses 
6. General Administration 
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